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Introduction :

On February 28, 2023, the Office of the City Auditor (Auditor) beg&edormanceAudit of
the Parking Violations Bureau (PVBJeneral Ordinance No- 2003 (seéppendix A) in the
timeframe of July 2017, to May 2023, with the possibility of increasirggtitmeframe
depending on findings made during the audit protessAppendix B andAppendix C).

This PerformanceéAudit examines:

1. Internal controls

2. Compliance with statutory requirements

3. Recordkeeping efficiency

4. Interactions with the public and relationships with other departments and organizations
central to its business

5. Collections productivity

To ensure that this performance audit has a reasonable foundation for the evaluations and
conclwions regarding the functions under examination, timely and complete cooperation is
required from the administrators and other st

It is important to understand that the PVB serves both as a revenue source for the City of
Syracusg and its taxpayers as well as a tool to promote public safety and convenience. Except for
overtime parking tickets, each of the other violations handled by the PVB such as odd/even,
parking too close to the intersection, parking in a bus stop, handicsjpaesl or near a fire

hydrant, etc. relate to safety.

Peoplevh o park on the wrong side of the road hin
and impede the ability of residents to have safe access and egress to their driveway. Parking too
close tathe intersection makes turning difficult and dangerous for other motorists. The bus stop,
handicapped space and fire hydrant violations areesalent in their danger to the public.

Overtime parking violations, while not a direct safety hazard, do aglyeaffect the

convenience of customers, clients, and vendors by occupying a parking space for longer than the
permitted time.

Parking tickets and their associated fines and penalties provide the only legal disincentive to this
behavi or . | sponisilsility toHaely ddriisfessthesedickets and penalties to help
create a safer environment otaxreveme solrcetforthes st r e
citizens of Syracuse.

The management of the City of Syracuse, New Yorksponsible for the ongoing effort to

establish and improve upon essential practices, policies, and performance to the benefit of the
Citydébs Taxpayers. This duty includes establis
to provide reasonabbssirance that all applicable rules and regulations are observed, and that all
appropriate corrective action is taken in response to audit findings.
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The information contained in this performance audit is intended solely for the siagyohe

Common CouncilHowever, this report will become a public record, available at the City of
Syracuse Department of Audit and on the Citybo
thank the BrkingViolationsBureaustaffand the Commissioner of Finane&o cooperated

with this performance audit

Certain terms that are used in this performance audit may be unfamiliar to the general reader.
To make these words meaningful to a wide audience, here are some terms that bear some need of
clarification:

Scofflawi a person Wwo routinely or repeatedly violates the law, especially one who fails tg pay
debts. In the context of this performance audit, this term also refers to unpaid tickets that are
issued to sucheople

Contested- If a motorist wishes to dispute a ticket witt80 days of its issuance, that person
may contest it through the hearing process (either live or through correspondence).

Appeali An appeal on the other hanas what a motorist may file if unhappy with the result of
the hearing. An appeal is conducted by a panel of three hearing examiners, none of whom were
involved in the initial hearing. At an appeal, the task of the panel is to evaluate whether the
original decision was correchotto consider any new evidence that was not introduced at the
initial hearing.

Dropbox i There is alrop boxon the Market Street side of City Hall that people may use to
make any sort of payment to the City, including for parkickets. Such payments are posted|on
the business day immediately prior to the day they are removed from the box. Any late penalties
that may have accrued over a weekend or holiday are removed prior to the posting of the
payment.

Lockbox - A lockboxis aservice provided by a bank whereby a person may send a check or
money order to a post office box number; bank personnel collect such payments, attribute them
to specific ticket numbers and send a digital file to the PVB with the postmark date on the
envelge as the posting date. The payments are deposited into the proper account at this pank.

Skeletal Payments Skeletal payments are monies received, typically without an accompanying
ticket or reminder letter, therefore, they are not attributed to anyt tickeber. They are
deposited but await attribution to a specific ticket or plate number.

—

Invoice Cloudi This is a method for making payment to a municipality through the Interne
using credit or debit cards.
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Objectives:

l)Examine status and trends in the PVBO6s rev

2.) Up to date, accurate and compliaetaordkeeping

3.) Booting and towing productivity

4.) Compliance with any internal control documents

5.) Local Ordinances and New York State laws

6.) Determine the effectiveess of current procedures of operation

7.) Make recommendations, where pertinent, for improvement in efficiencies and to ensure
compliance with local andew Yorkstate laws

Methodology:

The information included in this performance audit comes fieports from the Automated

Issuance Manageme8ystem(AIMS) (see AppendixD) video interviews with the current
Commissioner of Finance, and the current Director of the PVB, subsequent qaestarswer

email sessions with the current Director of the P@&sonal visits to the Finance Department

and the PVB, an interview with a senior hearing examiner, telephone and email interviews with
PayLock(see AppendixE) staff, the IT support of EDCthe company that developed AIMS

the PayLock website, telephoard email interviews with Law Department collections staff,
telephone and email interviews with the New York State Parking and Transportation Association
(NYSPTA) members, the City of Syracuse website, and Department of Motor Vehicles (DMV)
websites.

Sone statistics in thiPerformanceAudit represent annual totals of revenue, issued tickets,
adjudications, (all from reports generated through AIMS) and booted vehicles (from PayLock).
Other statistics come from the current Director of the PVB, the PayLock website, and the DMV.
Where appliable, appendices will contain original source documents.

Scope:

The scope of this performance audit entailed reviewing the PVB collection activities, and
procedural manuals that may exist, immobilization of scoffleee definition, page 2ehicles
recad-keeping, and proper attribution of payments received during the audit period (Jully 2017
May 2023).
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Background:

The City of Syracuse PVB keeps records of parking violations issued within its jurisdiction,
collects payments toward those violatieghsough the scofflaw booting program, Internet
payments and the physicallyjacenCity Hall Payment Center, keeps records of those
payments, inputs handwritten tickets into the database devoted to this purpose (AIMS) ,
adjudicates tickets contested by tnotorist through both live ared-parte hearingsand
handles appeals of the decisions rendered in those hearings. In Syracuse, the NM@Tdoes
issue tickets or maintain parkhnglated infrastructure like signage, pay stations and meters,
pavement maitkgs and cityowned garages.

Tickets are issued primarily by members of the Syracuse Police Department (SPD). Parking
enforcement officers (PEO) are SPD empl oyees
Apar king checker s o) intbddront ayhpridhelchdevicg that keepsiae t i c k e
digital record of the ticket as well as any supporting photographic evidence; the printed ticket is
placed on the ticketed vehicle. At the end of shift, data from these desagdeaded into

AIMS.

Police officers and Community Service Officers (CSQyrimarily from the SPD issue

handwritten tickets where the carbon copy is placed on the vehicle while the original is brought
to the PVB for data inputting to AIMS. A few handwritten tickets are issued byfSheputies

and other law enforcement agencies. Parking infrastructure is maintained by the Department of
Public Works (DPW) and the Engineering Department.
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Table 1

ISSUED TICKETS PER FISCAL YEAR

120,000
112,845
100,000
80,000
60,000
40,000
- I
0
FY 2018 FY 2019 FY 2020 FY 2021 FY 2022 FY 2023 AS OF

12/31/22

As shown inTablel aboveticket issuance declined precipitously during the term of this audit.
Even i f the first six monthsd total uwér t he <cu
50% of the first yearods tot al

While the actual issuance of tickets is not donenleyRVB, this activity dramatically affects the
function and productivity of this bureau. Since it is not reasonable to attribute the steep decline in

i ssued tickets to exceptional i mprovement in
renewed attetion to enforcement dfiew York Statevehicle and traffic law (VTL) and City

ordinances by the local law enforcement agencies would resafen conditions on our streets

and greater netex-based revenue.

These figures came from reports run throudgM3 (seeAppendix F). Any future collections
focused staff in the PVB could become aware of such trends and aladrtheistration to the

need to address a dramatic decrease as shown above before it reached such levels. Central to
such awareness is theoduction ofAIMS reports like these on a regular basis (perhaps daily or,
at a minimum, weekly).




City of Syracuséarking Violations Bureau Performance Audit

Ticket issuance IBIOT performed by the Syracuse PVB, but examining the process holistically,
it needs to be addressed by the Administration to restore previousgex&ated revenue.

During the initial years of this audit period, the PVB referred certain scofflaw tickdts tawv
Department for legal collections of tickets in judgment status. By the time the PVB merged with
the Bureau of Administrative Adjudication in July of 2021, this practice had stopped.

Prior to the merger of the PVB with tBeireau of Administrative djudication BAA), there

were staff members who were dedicated to the task of proactive scofflaw collections. In the
current staffing configuration, this is not the case. In the budget hearing on April 26, 2023, the
current Director of the PVB seemed taagnize the need for additional staffitegeAppendix

G -- PVB Budget Request).

The PVB has statutory annual reportmeguirement$Gen. Ord. No. £2003, 16-03; Sec. 15

32 C, Q)(SeeAppendix H) related to the number of tickets issued, revenue collected
outstanding debt owed to the city through unpaid and underpaid tickets and other information
related to the performance of the PVB. This report is to be presented to the Common Council
each September following the Fiscal Year (FY) ending the previo@s3Iun

The commissioner shall provide to the mayor and common council annually in September
of each year, commencing in 2004, a report summarizing the activities of the parking
violations bureau for the prior fiscal year, including but not limited to an owerall

evaluation of the operation, number of tickets and notices issued, hearings held, appeals
requested, and revenue generated.

When a motorist wishes to contest a ticket, they may have a live hearingxepane hearing.
Hearings are conducted by Senior Hearing Examiners, Supervising HEaanmgnersand the
Director of the PVB.

Below is a table of the number of adjudications performed by the hearing examiners of the PVB
for the five complete fiscal years withthe audit period and totals of the dispositions:
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Table 2

Adjudications of Contested Tickets by Fiscal Year

Status FY 2018 FY 2019 FY 2020 FY 2021 FY 2022
# % # % # % # % # %
Adjudicatons 17,904 11,809 7,989 5,221 5,964
Decisions 17,904 11,809 7,989 5,221 5,947
Pending 0 0 0 0 17
Approved 9,664 54% 5,350 45% 3,643 46% 2,496 48% 2,738 46%
Partial Approval 4,043 23% 3,083 26% 2,128 27% 1,177 23% 1,332 22%
Denied 4,197 23% 3,376 299% 2,218 28% 1,548 309 1,877 319%

The verdicts show no substantial fiyear trend with approvals varying within a 9% range and

denials within the same range. Howevhbere is an overall downward trend in the number of
adjudications performedrY 2018saw 17,904 adjudicationBY 2022had 5,964

approximately one third of the initial year. Naturally, this is beyond any influence the PVB may
have; i f motorists arendét contesting tickets,

The drop in adjudications parallels a drop in the nemdb tickets issued: IRY 2018 there were
112,845 tickets issued according to AIMSFYi 2022 there were 59,747 tickets issued
decrease of more than 50% (Jedble 1 above, anlippendix F).

Auditor Note: For a motori st to appeal a hearing
bond equal to the amount of the verdict decided by the hearing examiner to perfect the
application for appeal. This is an improvement on the previous practice of allowappeal

without posting such a bond. Requiring the bond discourages frivolous appeals and saves
taxpayers the cost of paying four senior hearing examiners each $125/hour to hear them

exam
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Administration Responsé GeneralContextual Comments

Thank you for the opportunity to respond to the recommendations made in the referenced audit.
Three contextuadomments seem appropriate before providing specific responses.

First, the functions and operations of the Parking Violations Bureau (PVB) have evolved
considerably in

the last few years. It is difficult to respond to a performance audit of the PVB itiaspkaat is,
without considering the entire parking violations process. The current operating model requires
integrated effort from five departments, each playing a critical role:

1 PVB office: Adjudication of tickets

1 CPC: Processing of payments; calfliens

1 SPD: Issuance of tickets

1 DPW: Signage/Meter Maintenance

1 Law Dept: Collections on remaining parking judgments

Second, the audit does not consider or reference the impact of the COVID 19 Public Health
EmergencyAt the onset of COVID, Mayor Wshl issued a temporary suspension of metered
parking, overtimeoparking ticketing, booting and payment plan payments in conjunction with
NYS on PAUSE Executi@der (E.O.). As the audit period includes the entirety of the COVID
pandemic it is imperative t@viewseveral additional years prior to the audit period as well as
the beginning of 2023 through the evfdheaudit period (May 2023).

Finally, although the initial Audit period was July 2017 ,through December 32022, anAudit
Engagement Memoranduated April 18, 2023, extended the audit period to June 2017 through
May 2023. Some of the data evaluated within the audit was only reviewed through the initial end
date ofDecember 31, 2022. Where applicable, the Administration provides additional data in
this response toover the extended audit period through May 19, 2023.

For example, we believe the tables in the fABa
context,can be confusing. Below is some additional contextdlaaifies the circumstances
during the extendegderiod of audit.
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Table 1: Issued Tickets Per Fiscal Year

As previously noted, the analysis of ticket issuance during the audit period fails to conside
reference the impact of COVID. At the onset of COVID, the Mayor issued a temporary
suspension of metered parking, overtime parking ticketing, booting and payment plan
payments in conjunction with NYS on PAUSE Executive Order (E.O.). As the audit perio
includes the entirety of the COVID pandemic it is imperative to review several additional years
prior to the audit period as well as the beginning of 2023 through the end of the audit period
(May 2023).

FY 18 appears to have been an anomaly with higihen-average tickets issuedL12,845. FY

17 had 92,074 tickets issued and FY 16 had 87,243 tickets issued. When viewing ticket issuance
in this context, the 92,827 tickets issued in FY 19 can be viewed as on par with prior years and
not a decline.

Table lreflects 33,017 tickets issued in FY 23 through 12/31/22. If that period is expanded to
5/19/23 that number increases to 59,471 which is closely approaching FY 22 (59,747).

The Administration believes that the temporary decline in tickets was directiygdétaCOVID.

All relevant City departments and staff have been aware of the temporary decrease in ticketing
and have been working diligently to restore ticketing and revenue {pgm@emic levels

within the constraints of local/state laws and City vishicaffic.

Auditor & ResponseThe Auditor is aware of the COVID disruptions. However, businesses
began opening in late 2020; the Parking Ticket Amnesty program occurred in September of
2020; in effect, th entire business world began to reopen in late 2020. In FY22 (well after
COVID restrictions were largely lifted), the issued tickets were 59, &till approximately
32,000 fewer than in FY 19.

Table 2i Adjudications of Contested Ticket by Fiscal Year

As noted under the Administrationds response
contested tickets during the audit period fails to consider or reference the impact of COVID. As

the audit period includes the entirety of the COVID pandemic it is imperative to review several
additional years prior to the audit period as well as the beginning of 2023 through the end of

the audit period (May 2023).

Generally, more tickets equate t@ra adjudications of contested tickets. FY 18 had a higher
volume of tickets (112,827) equating to a higher volume of adjudications (17,904). FY 17 had
92,074 tickets and 13,601 adjudications broken down to 6,726 approved (50%)p&;6255
approved (24% 3,550 denied (26%). FY 16 had 87,243 tickets and 15,363 adjudications broken
down to 7,974 approved (52%), 3,4pdrtials approved (22%), 3,938 denied (26%).
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Table 1 reflects 5,964 adjudications of contested tickets in FY 23 through 12/31/22. If that
period is expanded to 5/19/23 that number increases to 8,221 adjudications which has
surpassed FY 22 (5,221).

The Administration believes that the temporary decline in adjudication of contested tickets was
directly related to COVID.

Auditor s ResponseAs noted in the Perf or mdestmetickats,di t , i
the PVB cand6t adjudicate them. Therefore, the
number of adjudicated tickets, merely noted the diminished number of them. While COVID was

likely one reason for the decline, a more obvious erike precipitous decline in the number of

issued tickets, including during perioafter the COVID restrictions were lifted.
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FINDINGS AND RECOMMENDATIONS

NOTE: All the findings and recommendations for collections should be viewed in the context
of theSyracuse City Budgetstructural deficit. Fair, comprehensive, and thorough efforts to
collect the outstanding debt owed to the taxpayers by scofflaw ticketed stot@n potentially
reduce some of the challenges caused by a declining tax base and increased costs the Cjty faces
each year in providing a fiscally balanced budget and minimizing the reliance on reserve funds to
have to balance the budget.

Admi ni st r at ii dudifosNotR:Seniprdieasing Examiners are currently paid a rate
of $75/hour. Under the FY 24 budget, the rate will increase to $125/hour.

Parking Violations Bureau Safety:

Finding # 1 -- A safetyrelated issuethe Auditor noted that the only office in all of City Hall

that a visitor may legitimately enter without passing through a metal detector is the door to the

PVB. One need only readnseek of daily newspapers to comprehend the potential for horrific

danger with this arrangement. Armed individuals have entered schools and murdered children to
address some decaedas grievance or some other perceived injustice. It takes little imaginatio

to see that someone may find similar reasons to act in such a manner in the only office accessible
to the public that doesndét require passing th

The relocation of several City Offices to One Park PIBcEHE NEAR FUTUREwill allow for

some personnel of the PVB to occupy the office space left vacant from this move. These areas
would be above the first floor, and subject to a security post and metal detector, but the staff who
remain in the firsfloor offices would still be at highieisk.

Recommendation# 1 -- Place the metal detector immediately inside the public entrance on
Market Street. Construct a new entrance to the PVB where the unused payment window stands.
Alternatively, make the current public entrance door to the PVBXibionly, and create a new
entrance from the elevator lobby.

Auditor Note: During the COVID pandemic, and in the months after most businesses had
reopened, the PVB wisely did not hold live hearings. When motorists wished to contest a ficket,
they did sdby maili either postal or email. During this time, however, the written notices mailed

to motorists still contained instructions concerning the scheduling of live hearings. The PVVB has
now resumed live hearings; therefore, there is no recommendatiodinggiuese notices.

Eliminating faceto-face hearings in favor of hearings by mail or virtual live hearings would be a
sound safetypased decision, eliminating not only the possibility of pathogen transfer but also of

potential violence or allegations @hproper conduct.
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Admi ni str at i ohhé AdmRistratiproagrees with this recommendation and has
implemented a solution. Thieor referenced is now always locked. Any visitor must first go
through themetal detector and then be buzzed into the PVB suite by the CSO or PO on duty.

Record Keeping:

Finding # 2- When the PVB receives batches of handwritten tickets, a staff member must
manually input information from the ticket into AIMS. Then a different staff member must
proofread the work of the inputter. Finally, the tickets are digitally imaged and filedrad\eg

to the current Director of Parking Violations, in January of 2023, 2,477 handwritten tickets were
processed this way. In February 2023, there were 3,128 and in March, approximately 2,421. This
is a laborintensive process and data inputting is too@suming and invites errors.

Theflow chartbelowillustrates the delay in time between issuing and input, the potential for
errors, and the additional labors associated with handwritten tickets versus digital ones.

Table 3
Handwritten Tickets Flow Chart
Handwritten tickets arrive, Information from tickets in manually input Tickets are proofread by a second staff member.
typically within a week of into AIMS — Paper tickets are digitally imaged and filed.
issuance.
|

.\l,.
_ """---.____b Tickets are listed in AIMS and reminder letters

are mailed automatically per schedule.

Tickets may be \ 'L: |
subjected to other b k|
collection methods. U_npald
iR Paid tickets
i acquire late reflect a zero
3 Tickets over 50 / fees and age e —
days old that have an e into
outstanding balance // collections. -
and that have not * , /
been contested | /
successfully render a \ L |4
- motorist’s vehicle
Tickets may g boot-eligible. Successfully
e contested
vehicle being \ tickets
booted and/or
towed.
\

Unsuccessfully
and partially
successfully
d  contested tickets.
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Recommendatiorn# 2 -- While the staff in Treasury and the PVB do a generally good job
performing tke taskof data inputtingparticularly considering the wide variety of handwriting

styles of various officers, switching all SPD officers to issuing digital tickets oneldd

devices would reduce errors, free staff to perform other tasks, and with increased officer training
and experience, expedite the issuance of tickets by police officers arid.CSO

Digital tickets also can contain photographic evidence of a violation. étrhing the
Syracuse Common Coun@ludget Hearing for the PVB on April 26, 2023, it appears that the
currentDirector of the PVB agrees thidttis is an issughat must be confrontedit this meeting
the Director advised the Common Councilors that tha&ise Police Department plans to
purchase additional digital hatiebld ticket machines.

This change can benefit motorists as well. Currently patrol officers often place the folded carbon
copy of the ticket in the space between the car door and thedygradblowing the officer to

remain in the squad car while doing so. This placement is not as secure as placing a weather
resistant printed ticket under the wiper blade. Moreover, scanning the registration sticker to
assign a plate number to the ticket igrenaccurate than printing a plate number on one.
Additionally, the officer can check to see whether registration and inspection stickers are current
and whether the registration sticker matches the license plate number.

The switch tddigitally issuedicketswould also reduce the numbersifeletal payments

Skeletal payments are payments received by the PVB but not applied to any ticket or plate
number. This can occur when a motorist pays for a ticket before it has been input to AIMS. It can
also happemhen the ticket number is misput to AIMS; in this case, the actual tickeuld be

paid, butthemis nput ti cket number would stil!]l appear

that the plate number was correctly input). If the plate number weueingorrectly, it could be
assigned to a different motorist unjustly or it could be assigned to-axigtent plate number
and remain in skeletal payments until someone attempts to discover what went wrong.

NOTE: During this Performance Audit, the number of skeletal payments listed in AIMS ranged
from 8 to 19. Historically, these numbers are not unduly high. However, they could be reduced
by having all officers switch to issuing the digital tickets. After trairang practice, the time an
officer spends issuing a particular ticket can be reduced, thereby increasing productivity while
lessening the likelihood of unpleasant interactions with angnprists.

Admi ni str at i ohhé AdmRistratiproagrees with this recommendation and is
activelyevaluating and addressing handwritten parking tickets. SPD is in the process of
purchasing $7@0O0 ofpreviously allocated monies for additional handheld ticketing devices. FY
24 budget has addition&220,650 under the special objects account some of which will be

allocated to SPD for additiondlandheld ticketing devices.
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Adjudications

Finding # 3 -- When motorists contest a ticket, a frequent claim made by the petitioner is that
there is some deficiency in the parking infrastructure, usually signage, that should result in a
ticket dismissal or a mitigation of the fifeer a conversation with a Supising Hearing

Examiner hearing examiners often use Google Earth to determine whether such claims are
accurate. In one interview, the Auditor asked about this practice, and receivedfeoraglye
Commissioner of Finandéat it made no sense to pay ®mme to investigate the matter for the
sake of a $40 ticket.

Recommendation# 3 -- While it may be expedient to use the readily available Google Earth
feature to determine the veracity of a motori
parking ticlet, the PVB should email a batch of disputed ticket information (without identifying

the motorist) for weekly or biveekly investigation by a DPW staff member who should examine

any such claims. This will give a fairer and more current review ofthe petit e r 6 s c¢c | ai m.
also inform the DPW of any possible need for repair.

If a citizen who had not received a ticket had called City Line to report a missing or damaged
sign, the DPW would surely investigate and make repairs if necessary. Why wouhttakey
likewise if a hearing examiner made a similar report?

Admini str at i o 6Gdge ERrth s psedits verifydndhe event the City and/or
petitioner failto submit photographic evidence or if the photograghidence is at odds. If PVB
receives informationf a missing or damaged sign, the information is reported to both SPD and
DPW. The PVB wilensure thigeporting is formalized amongst all Hearing Examiners and

staff.

Auditor és Response # 3Google Earth is rarely a current representation of existing conditions.
The Auditor still believes that a more recent apprdigad DPW employee would provide a

more accurate (and fair) basis for a verdict in an adjudication. The Auditor acknowledges that
when most ticketing is done by digital handheld issuers, the officer should endeavor to provide
photographic evidence of theol@tion whenever possible.
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Payment Collection:

Finding # 4 -- STAFFING In the previous staff configuration of the PVB, prior to theZo22
budget, there were staff members velpecificallyoversawcollections. According to PayLock,
the total amount of boatligible tickets (tickets that have aged to the point where they may no
longer be contested) is $18,296,734€ Tabl&A). Currently, it appears th&lO staff member
has thesoleor primaryrespmnsibility to collect this deldwed to the taxpayers of Syracusbe
result thereaves this very large debt poorly attended to

Auditor Note: In this current staffing configuration, if all positions are filled, 13 staff members
(including theDirector) have responsibilities split between the PVB and Bureau of
Administrative Adjudication (which deals with code violations).

Auditor Note: This note incorrectly states the staff for both PVB and BAA. There are 20
full and parttime positions (including the Director) who share responisigd between the PVB
and BAA. The audit analysis does not factor in the BAA staff. Under FY 23, there are an
additional 7 full and partime positions plus paid interns and summer aides under the BAA.

Director

Information Aide

Vacant Information Aide

Clerk 11 (37 one position is vacant)

Legal Secretary

Supervising Hearing Examiner

Senior Hearing Examiner {5two positions are vacant)

Please note that ao@missionedReport from Walker Parking Consultants in 20%é¢g
Appendix 1), provided information thahe previous staffing of the B/in 2011was:

Director

Collection Supervisor

Supervising Hearing Examiner
Administrative Assistant
Information Aid (2)

Independent Hearing Examiner (4)
Data Entry Clerk (2)

Typist

Cashier (2)

Clerk of the Court
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This is a staff total of 16 who@mtire responsibilityonsisted in the administration, adjudication,

and collection of revenue related to parking tickets. The two cashier positions are now in the City
Payment Center (Bureau of Treasury).
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Auditor Not e: -- During theApril 25, 2023, Budget Hearing for the PVB, the Director did
proposeaequests for significant staffing increases for the Bu(sae below andppendix G).
This request for an increase in staffing levels indicates that the Dired¢ter BB recognizes
that increased staffing reecessary in order to adequately address the significant responsibilities
and duties of the PVB

P

Auditor Note This note points to the increasstaffing under FY 24 budget. PVB will

have 18 positions and BAA will have 10 positions. These positions will handle the adjudication
functions of the PVB whereas all payment and collection functions will be handled by the CPC.
As noted above, the inteepartmental functions of the parking violations process are critical.
SPD administers parking violation tickets, PVB adjudicates, and CPC handles the collection of

revenue.
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While the payment center in the Treasury accepts payments, and motorists may payaonline
Invoice Cloudthrough the lockbox, and the drop box, there is more to collections management
than waiting for people to make payments. Payments must be properly attributed to a particular
ticket or plate.

Additionally, the most egregious scofflawsutd be separately contacted with notice that they
are eligible for registration suspensipas allowed by NY State Vehicle and Traffic Lamless
the unpaid tickets which are more than 90 days old, are addr€ssledtionfocused staff

should be dedated to maximizing collections, but minimizing overpayments as are illustrated
Table 8.

Parking ticket revenue has declined in each of the full fiscal years covered by thisedit
Table 3)with one anomaly F2020which was affected by COVID resttions. In FY2018 the
parking ticket revenue as shown by AIMS was $4,440,189.92; by FY 2022, the total parking
ticket revenue was $2,953,955.98 (sekable4 andAppendix J) This represents a total decline
of $1,486,233.94This figure is even more sigitant considering that parking fines had been
raised prior to the final fiscal year of this audit.

Table 4

PARKING TICKET REVENUE PER FISCAL YEAR

$4,440,190

$3,898.089

$3,477.148

$2,813,938 $2,953,956

$1,636,051

FY 2018 FY 2019 FY 2020 FY 2021 FY 2022 FY 2023 AS OF
12/31/22

PARKING TICKET REVENUE
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Table4: The PVB has implemented a Final Notice to motorists who fail pmnesto the

ticket, notices, and penalties within 90 days. The Final Notice advises of the total amount due
on a ticket, that the ticket will go to collections if they fail to render payment and that they are
eligible to be booted once they have 3 or nimieets in collections.

As previously noted, the analysis of parking ticket revenue during the audit period does not
consider or reference the impact of COVID. As the audit period includes the entirety of the
COVID pandemic it is imperative to review salexdditional years prior to the audit period as
well as the beginning of 2023 through the end of the audit period (May 2023).

Also previously noted, more tickets equate to more revenue. FY 18 had a higher volume of
tickets (112,827) equating to higher esnwe ($4,440,190). FY 17 had 92,074 tickets and
$3,588,831 in revenue. FY 16 had 87,243 tickets and $3,494,300 in revenue.

Table 4 reflects $1,636,051 in FY 23 through 12/31/22. If that period is expanded to 5/19/23
that number increases to $3,118,691enenue which has surpassed FY 22 ($2,953,956).

The Administration believes that the temporary decline in adjudication of contested tickets was
directly related to COVID. The anomaly of FY 21 which has $3,477,149 in the midst of COVID
was due to the amnegiyogram in September of 2020.

Recommendatior# 4: Any increase in staffing should address the need to have personnel
dedicated specifically to collections and include peeagie have collections experiendehis,

along with an increase in the number of tickets issued, could restore the collection amounts
levels similar to the initial fiscal year of this Performance Audit. When factoring in the increases
in fines effective October 1, 2020, the collections should exceed that amount.

There should be one or more staff members in the PVB whose sole oryprasonsibility is
collections. The responsibilities of such employees would be to identify motorists with large
unpaid balances and pursue legal avenues to collect the money owed to the taxpayers of
Syracuse on their behalf. The responsibilities ofemtibnfocused staff should also include
ensuring that any payments are properly and promptly credited to the correctaigiete,and
to be certain that the PVB doR©T collect more than the motorist owes.

Collectionfocusedshould also generatepmrts from AIMS to identify the more egregious
scofflaws and contact those people advising them of the possible consequences if they do not
address outstanding tickets.
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Admi ni str at i oAsjeviolsly sofed, m 2020 résgonsibility for all parking
violation financial operations was transferred to the CPC. The CPC processes, collects and
records all paymentdhe CPCdoes havataff dedicated to proactive scofflaw collections which
includes/ intuded the bootingrogram, payment plan program and collection company trial.
The CPC also has a new AdministratMee position dedicated to collections.

Due to COVID, the PVB formally restructured under the FY 22 budget in July 2021. The
Administrationstreamlined administrative adjudicative processes and enlisted the Director of
the BAA as the Directasf PVB. The bureaus did not formally merge. PVB remains under the
Finance Department and the BAAder the Law Department.

Auditor &6 Response 4 Whether in the CPC or in the PVB, there does not appear to be anyone
who actively pursues scofflaws. Such an undertaking is not suitable fdimpamployees,

paid interns, and summer aides. If the Director of the BAA whstet to be the Director of the
PVB due to COVID, now that COVID restrictions are gone, perhaps the PVB should have its
own Director solely dedicated to its missions.

Booting:

Finding #5 -- The booting program is currently the only way scofflaw tickeéscollected from
unwilling motorists. And the income from booting has declined dramatically over the period of
this audit while over the same period, thanber ofoutstanding boetligible tickets has
increasedParadoxically, this increase in bootligible tickets has happened while there has
been adramatic decreasean the number of tickets issued (see Tdble

Below (Table5A) is information provided by PayLock. This table shows data from the five

complete fiscal years covered in this audit period. Shown are the number of booted vehicles that
paid to the eligible tickets on ttétabdollaot ori st 6
amount paid through each fiscal year; the average dollar amount paid for each booting; the

average boetligible plate list size for that year; and the total dollar amount represented by those
booteligible plates.

Table 5A

$ Amount Ava $ Paid

Tickets Collected without Boot




City of Syracusé”arking Violations Bureau Performance Audit

Table 5AT PayLock BootingData: The Administration disagrees that the income from

booting has declined dramatically over the period of this audit. Table 5A shows the amount

collected during the first 6 months on FY 23 is on par to surpass all annual totals over the period

of this audit. FY 18 generated $1,027,202 and the first half of FY 23 generated $1,009,040.

The Administration disagrees thatitfisp a r a ddo X ihcaal t h e -éligibtertickeiss e i n boot
has occurred while there has been a dramatic decrease in the nofilwkets issued. The

increaseinboee | i gi bl e tickets can be explained through
expanded the process of reviewing and merging plates both internally and titayigbckas

noted in the AudeCPErSoexpihded the states faqr whicB DMV retdnds

are pulled and populated into AIMS. Prior to this expansion, only NYS plates were sent to the

DMV. Now 45 states are sent to their respective DMVs.

Table 5B

VALUE OF BOOT-ELIGIBLE TICKETS PER FISCAL YEAR

$20,000,000
$15,000,000
$10,000,000
$5,000,000
S0
FY 2018 FY 2019 FY 2020 FY 2021 FY 2022 FY 2023 AS OF
12/31/22

B Approximate List Value

As seen aboven Tables5A and 5B, the average number of bedltgible plates has increased
from 32,326 in the first fiscal yeaf this audit(FY 2018)to 35,700 in the final full fiscal year
(FY 2022) The approximate value of beeligible tickets on thosplates has increased from
$13,800,995 to $16,548,490.

During the first six months of the current 2023 the value of boegligible tickets has soared
to $18,296,734Translatedeven though during the five complete fiscal years of this audit, the
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numbe of booteligible plates has increased by 3,374, and the value of those tickets has
increased by $2,747,49%¢ have booted approximately half as many vehicles, and collected just
over half as much money in the fifth fiscal year as in the first one.

The Auditor acknowledges that some of this debt, particularly from older tickets, is unlikely to
be collectible through booting. However, therease in the approximate list value can only

be attributed to new tickets. This indicates that more can be deriveddm the booting

program than is being done currently.The drop in revenue from parking tickets can be
attributed to both a decline in the number of tickets issued and the decline in booting revenue.
(SeeAppendix F and Table 6)

Table 5Bi Value of BootEligible Tickets Per Fiscalear: The Administration disagrees
that the increase in the approximate list value can only be attributed to new tickets but can be
attributed to the CPC0s efforts as outlined

Table6 below is a graph depicting the number of vehicles booted for outstanding tickets sorted
by fiscal year.

Table 6

BOOTINGS OF SCOFFLAW VEHICLES

3,000
2,564
2,500
2,211
2,000
1,499

1,500

1,294 1,338
1,000
500

214 193
125
0
FY 2018 FY 2019 FY 2020 FY 2021 FY 2022
| i OF BOOTINGS OF SCOFFLAW VEHICLES B MONTHLY AVERAGE
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Theabovefigures are the number of vehicles booted during the indicated fiscal years. The
number of paid boots is somewhat smaller as seen in BAdecause some motorists do not
redeem their booted/impounded vehicle.

Figures from PayLockTable5A) show that te number of boetligible vehicles has increased
over the term of the audit period from 32,326 to 37,861. The outstanding value-efigié
tickets on these plates has increased from $13,800,995 to $18,286¢é34ble5A and 5B
abovg. Thisdemonsratesthatthe Cityshouldbootscofflaw vehicles more often than we
currently are doing.

Adding a pair of CSOs employed by the SPD to supplement the booting done by the PayLock
staff member who currently boots these vehicles would add revenue ttytaaccemploy two

more city residents. Their salaries and benefits would be easily surpassed by the revenue they
generate.

A pair of CSOswho issue eight $50 tickets and who boot five vehicles averaging $400 each shift
for 48 shifts annuallyvould geneasite more than $500,000 per year. It would also make our
streets safer for plows, buses, and emergency vehicles.

In the April 26, 2023Budget Hearing, the Director of the PVB noted that booting was an

effective tool for collecting parking ticket debt. TRaditor agrees with this. However, booting
isunderut i | i zed. A review of the booting records
performs the task of booting, does not boot on weekends nor does he do so late at night.

Table 61 Booting of ScofflawVehicles:Table 6fails to provide any data from FX3.
however, the corresponding analysis presented below the table references the ndrober of
eligible vehicles from July 2017 through December 2022.

Table7 below isprovided byPay Lock giving quarterly figures for the number of days their

employee applied boots as well as the average first boot time and last boot time.) A typical

guarter has 91 daykut the average number of enforcement desyshown byrable 6, i58.

Moreover, the latest boot application is 6:12 AMere are ample opportunities for additional

hours within a daynd days within a weedr booting enforcementhis is more rationale to
supplement Paylockodés eff ort dboetvehidies @n@the who bo
same shift.
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Table7

Freqguency and Duration of Booting Enforcement

YYYY_QQ Enforcement Days Applied Boots Avg First Boot Avg Last Boot
2017 01 60 408 8:12 AM 5:43 PM
2017_02 65 471 7:35 AM 5:32 PM
2017 _03 65 438 7:28 AM 6:00 PM
2017 _04 63 530 7:05 AM 5:29 PM
2018 01 73 702 7:17 AM 5:31 PM
2018 02 76 844 6:31 AM 6:08 PM
2018 03 73 677 7:07 AM 5:55 PM
2018 04 68 509 7:56 AM 6:14 PM
2019 01 68 519 7:33 AM 5:22 PM
2019 02 74 606 7:01 AM 6:12 PM
2019 03 71 578 7:2g AM 5:40 PM
2019 04 64 411 7:41 AM 5:37 PM
2020 01 53 263 9:00 AM 4:06 PM
2020 02 19 42 7:12 AM 9:40 AM
2020 03 39 462 5:40 AM 12:35 PM
2020 _04 29 255 6:96 AM 12:51 PM
2021 01 50 317 6:22 AM 12:02 PM
2021 02 62 465 5:56 AM 12:03 PM
2021 03 54 299 6:20 AM 11:03 AM
2021 04 55 282 6:06 AM 11:23 AM
2022 01 60 310 6:15 AM 11:02 AM
2022 02 64 447 8:19 AM 9:47 PM
2022 03 67 533 7:01 AM 4:12 PM
2022 04 56 355 6:39 AM 1:18 PM
2023 01 53 302 6:29 AM 1:28 PM
2023 02 21 164 5:46 AM 11:41 AM

Total

Average Per Qtr
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Recommendatior# 5 -- Both the decline in the number of tickets issued and the decline in the
number of vehicles bootarhnbe addressed hyiring CSOs to botlissue tickets and apply boots
to eligible vehiclesA pair of CSOs can simultaneously ticket vehicles parked illegaltl boot
vehicles that are eligible.

When the City began booting vehicles, SPD police officers did the booting. This C&0d
operateon hoursand days of the wedkat the Pay Lock employe does not. Naturally, there
would be a differential in the asant due Payock between when an SPD employee boots a
vehicle and when a Payck employee does.

Admi ni str at i oAsipsvioBstyngied,the analysis of the booting program during
theaudit period does not consider or reference the impact of COVID. The booting program was
suspendeffom March 182020,through May 18,2020,and was impacted for months

thereafter. Thédministration believes that the temporary decline with the booting program was
directly related taCOVID and is now increasing to pf@OVID levels as evidenced by Table 5A.

Auditor 6 Response # 5fable 5A does indeed show a dramatic increase in the number of
booted vehicles and ino@e derived from them. However, it also shows the number of boot
eligible vehicles continues to climb (from 32,326 to 37,861). Moreover, the list value of the
booteligible tickets climbed from $13,800,995 to $18,296,734. This increasenbabe

attributed to new tickets because once tickets are aged beyond 90 days, they no longer incur
additional late fees.

Tickets issued in 2011 or, for that matter last year, cannot increase the total dollar amount of
booteligible tickets because any applicable lateghtes have already been applied. Therefore,
the nearly Bmillion-dollar increased value of beetigible tickets must be from new tickets

even though fewer tickets are being issued than in prior years.

Absent from the Administration response is argntion of using CSOs to both boot eligible
vehicles and ticket unlawfully parked ones. This would supplement the efforts of the sole
PayLock employee who generally boots vehicles only from Monday to Friday in the morning
and early afternoon.

Auditor Note: After a vehicle is booted, Pay Lock staff and an employee in the Finance
Department both try to match the registered owner of the booted vehicle with other platesiowned
by the same registrant. They should merge all the tickets on any other plates satméhgoot
record. This Performance Audit conducted a random sampling of 25 booted vehicles, and 24

(96%) of them were properly merged with |the
find an industry standard for this task, to most sensible w&serthis would appear to be a very
solid percentage and a finding of quality performance of this important duty
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Finding # 61 Our research shows thitie only way the Syracuse PVB currently attempts
collection from scofflaw registered owners is by tleting of vehiclesWhile booting is a very
important component in the efforts to collect scofflaw ticket debt, it is wntlezed (see Tablé

and Table7 above). There are many more opportunities for its use as evidenced in those tables.
Moreover, scdfaw motorists who no longer live or work in Syracuse are immune from
meaningful collection attempthrough the booting progranihese motorists should not be able

to evade collection because they moved to a different city or changed employers.

Recommemation # 6-- Registration suspensions are another inducement for NY motorists to
pay proper attention to legal parking and payment of fimegarking illegally They can also be
another way to increase payment for outstanding tickets. \Wisl@dminidration has not

utilized legal collections as a method of collecting scofflaw debt, suspension of vehicle
registration in accordance wigec. 1539 of NY State VTL could be used as inducement to pay
outstanding fines. Suspension of registration can be another method to collect money rightfully
owed to the taxpayers of Syracuse. Below is an excerpt fro@rtheance establishing the
Syracuse PVB:

1 Sec. 1539.- Certification of noncompliance; suspension of vehicle registration

Suspension of motor vehicle registratiddothing in this section is deemed to preclude the use
of other suspension and/or denial of registration or renewal provisions provided in the New
York State Vehicle and Traffic Law, such as sections 401(a) and 81)0¢# the Vehicle and
Traffic Law. (See AppendixK)

Admi ni str at i ohhé AdmRistratiproagrees thetsGspensibmotor vehicles
registrationis an available option; however, the Ordinance requirements render it largely
inefficient and ineffective.he Administration has done and will continue to evaluate the
Ordinance requirements with the needghe City.

Auditor &6 Response #6As noted, safflaw motorists who no longer live or work in Syracuse

are functionally immune to collection by booting. The Auditor believes registration suspension,
as done by other municipalities in New York State, provides a method to retrieve this money
owed to théaxpayers of Syracuse.
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Overpayments

Finding # 7-- Overpayments haviecreased dramaticallyover the period of thBerformance

Audit, (seeTable8 andAppendix L) which suggests a lack ofternal controls.In FY 2018

there were 137 overpayments totaling $3,753.72 listed in the report generated by ARMS. In

2022, there were 532 overpayments totaling $15,978.21 according to the same AIM3rreport.
thefirst quarter of 2023, there were $7,003.86 in overpaymemnsn the beginning of this

Performance Audit period through March 31, 2023, there are overpayments totaling
$70,649.73.Keeping such large numbers and amounts of overpayments cao etk of

public confidence in the PVB6s dedication to
payment process, the lockbox, or in the timeliness of the application of a payment to a particular
ticket by stéf.

Table 8
OVERPAYMENTS
$25,000
$20,000
$15,000
$10,000
- l I
FY 2018 FY 2019 FY 2020 FY 2021 FY 2022 FY 2023 AS OF
3/31/23
B OVERPAYMENTS
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# OF
Fiscal Year OVERPAYMENTS OVERPAYMENT
FY 2018 $3,754 137
FY 2019 $5,906 180
FY 2020 $9,196 302
FY 2021 $16,015 601
FY 2022 $15,97¢ 532
FY 2023 AS OF 3/31/23 $19,801 508
TOTAL $70,650 2,260

Recommendatiorn# 771 (1) A designategberson in charge of collections would have the
responsibility to monitor the Overpayments Report on a regular basis, to identify any issues with
paid viapathways that allow for overpayments, and, when appropriate, issue refunds.

(2) Before issuing any fand, this staff member should determine whether the money could be
applied to another outstanding ticket issued more than 90 days earlier to which some or all the
overpayments should be applied.

(3) Refunds should be issued where therenareutstanding tickets associated to the same
motorist.

(4) Greater attentioto the detailshould be given to the overpayment reports until necessary
corrections are made.

Administ r at i o n 63 ORmpayments cae occur either because multiple payments are
received oapplied to the same ticket or because the ticket was paid pursuant to pending
adjudication. Currentlyrefunds are being processghely; however, the CPC had idgfied a

large refund balance in 202primarily due to the lack of staff in City Payment Center during
COVID. The CPC is currently workirtgrough this backlog.

Auditor &6 Response # 7As noted, scofflaw motorists who no longer live or work in Syracuse
are functionally immune to collection by booting. The Auditor believes registration suspension,
as done by other municipalities in New York State, provides a méthe@trieve this money

owed to the taxpayers of Syracuse.

Finding # 8-- Monthly reports submitted from the Director of the PVB to@wnmissioner of
Finance(see AppendixM) contain no information concerning overpaymentsThis omission
has led to the accumulatiof $70, 649.73n overpayments

Recommendation #8171 Include overpayment information in the monthly reports to the
Commissioer of FinanceProvide policy and procedures to mitigate this situation from
occurring.
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Admi ni str at i#8 e LonRéessoner of Birance will review the process for
overpayments ankistorical backlog and determine the need for additional monthly reviews.

Finding # 9 Table9is a screenshot of the current PVB website that lists the schedule of
penalties when a motorist fails to respond to a notice of parking violation. These penalties were
updateceffective October 1, 2020, nearly three years abas finding indicates a l&oof

internal controls when nearly three (3) years and the website has not been updated.

Table9
nalties for Failure to Respond to a
stice of Parking Violation
= SR
i, Mandatory Surcharge
1 through 20 days No pealy; liable forthe nitial fine plus the $5.00 mandatory surcharge
nsdy Total of above, plus first penalty equal to amount of initial fine
TS e At s o on has been mailed | Total of above, plus second penalty of $20.00
- Total of above, plus third penalty of $20.00
= J ,‘:{oulo(ahow. plus decmed an admission of Liability, subject to default ji

Recommendation# 9-- The PVB website should be updateumediatelywith particular
attention to théarking Violations ke Schedule.

Admini st r at i o #& $he Rummiptratiorsdésagrees that Table 9 is on the City of
Syracusevebsite, although we agree it is an easy confusion. The Parking page of the website
includes a link tadhe Parking Violations Bureau local ordinance on a thpatty site-
municode.com. The screensbhbwn in Table 9 is from municode.com. The Administration is
aware that municode.com is generalgw to update, including this section. We have been
notified that the delays in updating municode.@mdue to COVID.

The screenshot in Table 9 includes the parking penalties. The penalties were updated effective
July 1,2014. The fines, not the penalties, were updated effective Octa@2Q,and are not
shown in Table 9.
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The Administration will ensure the parkingpagé t he Cityod6s website is
thecurrent fine and penalty schedules. We will also work with Communications to find ways to
clarify linksto third-party sites.

Finding # 10-- Recent changes in NY State Vehicle and Traffic Law (8 1802. Receipts for fines
or bail; installment payment plaefective June 29, 2021 (sé@pendix N) prompted a change

in how the PVB establishes payment plans. Motorists who establish pgylarentt $25/month

for all outstanding tickets prior to being booted, can avoid vehicle impoundment and any further
late penaltiegsee Appendix O) Moreover, a motoristamcontinue to add new tickets to an
established payment plan allowing for the inelddehicle to be parked anywhere on Syracuse
streets including bus stops, handicapped spaces, etc. and not have any increase in the monthly
payment.

Recommendation# 10-- The City of Syracuse should join other New York State municipalities
in lobbying for significant changes in thigY Statelaw to allow judgments and impoundments
for failure to comply with the terms of the payment plan, and to disallow amendments to this
plan, including the addition of more tickets, once it is fully executed.

Admi ni str at i#ddRusual ® 81 Soviigs @02 payment plans, for the eligible,
consistoinont hly payments that do not exceed 2% of
$25/month, whichever greater. Once a motorist enters into a paynmanh, they cannot alter

the terms of that plan withomapplying.

Finding # 11-- The New York State Parking and Transportation AssocidNMSPTA) is an
association of parking and transportation professionals in New York State. At their meetings,
members, lecturers, and vendors exchange best practices and currees thangffect their
occupations and duties therein. Currently, theidGsemployee of the PVB who belongs to this

group.

Recommendation# 11-- One or more members of the PVB should join NYSPTA and attend
conferences to learn best practices as dorah®r municipalities and parking professionals. It

would also be a forum for likeninded parking professionals to jointly address reforms in state
laws to make their efforts on behalf of their taxpayers easier.

Admi ni st r anisé#dhThes AdRieigration will review NYSPTA membership
requirements andvaluate having a member of PVB and/or CPC join NYSPTA.
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AIMS Updates:

Finding#12--As t h e pMmafgrtcendesplate reading cameras (LPRS) progresses, more
people with nefarious purposes such as avoiding tickets for speeding and red light running, will
attempt to disguise their plates through glass coverings, mutilation of the laminate argl placin
the plate in disallowed locations such as the dashboard or back interior shelf.

In additiontotheMay or 6 s pl an for LPR cameras, there ar
cars, boot vans and at various toll roads. Currently, there are laws thaitmeth displaygsee
NY StateVTL 402-1 Appendix P).

Currentlythe only license plate ticket option MIMS is NONE/ONE LICENSE PLATE .

Recommendatior# 121 AIMS softwareneeds additional options for tickets related to license
plate display such @8BSCURED PLATE, IMPROPER DISPLAY OF LICENSE PLATE,

and UNREADABLE PLATE. All ticket-issuing personnel should be aware of improperly
displayed license plates and issue ticketoedingly.

Admi ni st r at i#d22The AdRieigrationrcanénuously reviews the administrative
settings oAIMS and adjusts the settings aeeded. The Administration will review and, if
appropriate, adddditional license plate violations.

Amnesty:

Finding # 13 -- From September 8, 2020, until September 25, 2020, the City of Syracuse held an
amnesty program to induce people to pay the original fine amounts on outstanding tickets (see
Appendix Q).

Notable is that anyone who has a ticket with a late penalty canaedkantage of this program.
Therefore,there sndt any way to determine how many of
ticket and late penaltiagithoutamnesty.

The Commissioner of Finance informed the Auditor that Capital Collections Managemeént, LL
(seeAppendix R) was hired to assist in the collection of amnesty paym&htsr fees totaled
$18,554, which they deducted from their total collections of $36,380.

According to AIMS (sedppendix T and Table 10) the posting date summary for tenesty
dates(September &020,through September 25, 2026)$466,314.17. This includéd_L
payments made during this period, not just people taking advantage of the amnesty program.

Table 9 compares the revenue posted to AIMS durinduthieesty period to the same dates
(September 8 to September 25) in the prior and subsequent years.
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Table 10
Comparison of Revenue During the Amnesty Period to the Same Datesdanadhd Following Year

Previous Year Amnesty Period Following Year
oy N M b @21 Mdob| OYTH N1 H N TE @E2N H QYTH 1 H MTE @E20 HAY

Posting$175,230. 74/ M66, 314.17%$146, 020. 16
tot al

b2l a $0 $3,985.90 |[$105
adj ustn

Paymégt $0 $18, 554 b n
Coll ect

I 3Sy oe

Overpay$l, 390 $2,940. 28 $1,141

bSReven$175, 230.74/$440,833.9/%$144, 020. 16

The Director of the PVB explained that additional money from the amnesty program did not fall
within the dates of the actual eligibilitfiThere was a significant backlog of payments, calls,
emails, letters that took until December to thgbugh, therevenue in AINSwould be spread

over t haThismay well bedtrueBut it does indicate that accurate accounting for
amnesty programs is problematic.

Recommendatior# 13 -- While amnesty programs may encourage a temporary bump in ticket
reverue, it also complicates collection recekeeping(see Overpayments, above)

Worse, in the longerm, it incentivizes people in the future who have amassed large amounts of
unpaid tickets to wait for an amnesty program to pay. This means that amnesiynsratpy
produce shofterm gains at the expense of letggm consequences.

NOTE: The Auditor discourages the use of future amnesty programs.

Additionally, it is observed that, while overpayments were an issue throughout the audit period,
they became a more pronounced problem after the amnesty period (see Table 8) and the primary
paid via for overpaymengdterthe amnesty was throudiivoice Cbudwhich was introduced

for the amnesty prograrithe very first overpayment through Invoice Cloud was 9/8/202D

the first day of the amnesty program (see Appendik).
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Admini strati#ddh6s Response

The Administration does not agree with the Audiios r ecommendati on to uni
amnestyprogram usage and notes amnesty programs have been utilized by multiple prior
administrations and iproposed require the approval of the Common Council. The most recent
amnesty program raisealmost $1,00@00 in revenue that otherwise would not have been

collected.

Capital Collections Management, LLC was hired, as planned, to provide a pilot project after the
amnestyprogramwas completedThe company was not hired to assist in the collection of
amnesty paymesit

Auditoré Response # 13fhis response contradicts the MayP23,email from the Director of
the PVB on this topic.

Data Storage and Retrieval:

Finding # 14 -- While conducting this audit, the Commisser of Finance complained about the
Auditor generating reports on the AIMS software because this slowed the transaction speed for
other processes like payment collection and ticket inputting.

The generation of reports is central to pleeformanceudit process-or example, without the
running of reports, the above problems with overpayments would not have been discovered; we
would continue to keep money that rightfully belongs to the taxpayer/owner of vehicle. The
Auditor views thecomplaint fromthe Commissioneo illustratea possibleneed for an

enhancement of the databasel/or serverThis finding was confirmed by a conversation with
Trevor Grant, the IT consultant who handles issues with AMIS Grantsuspects more

memory is needed and/tivat there is a bug in the AIMS software.

Recommendation# 14 -- This databasand serveshould be able to accommodate multiple
transactions while reports are generated. This would not simply facilitate future audits, but it
would allow for the easiataily or weeklyproduction of reports by staff of the PVB. The reports
generated through thiaudit could have been helpful to the PVB staff if some of the more
concerning trends indicated in them had been observed earlier.

Admi ni st r at i#dhThes AINSessftparenpsridorms adequatelyatcommodate the
ongoingoperating needs of the City. The reporting extracted during this audit was atypical and
exceedediormal needs. That said, many City systems, including AIMS are scheduled to be
moved from physicalervers to cloudased architecturen the near future.
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Written -off Tickets:

Finding # 15 -- On January 27, 2023, someone in the R)ige wrote off 3,266 parking tickets
in AIMS (seeAppendix T). The value of these tickets was $188,359.79.

The issue dates of these tickets ranged from 1997 through 2004. While the Auditor agrees that it
would be extremely unlikely that payments for these tickets would ever be collected, it is the
responsibility of the Common Council to expunge debt owed ttattpayers regardless of the
likelihood such debt would ever be collect@&a. example of this principle is the Revised

General Ordinances of the City of Syracuse, Chapter 15 allowing for the elimination of late
penalties, thus allowing for the Amnesty Piaog 2020

AUDITOR NOTE: The Office of the City Auditor reached out to the Corporation Counsel
Office, the Senior Hearing Officer for the PVB, the Commissioner of Finance and the Deputy
Director of Finance/CPC in an effort to determine who made the reeadationdetermination
to expunge 3,724 parking tickets totalif$j88359. As of May 19, 2023, our office has not
been provided clarity and documentation to this directive.

Recommendation # 15 Absent any clear direction from the Administration at this time as

to the directive and decision to proceed with the writing off the tickets and any potential

revenue from theviolators to the City, we believe thatny cancelation or writingff of debt

owed to the City of Syracuse residents should be approved in advance by the Common Council.

Admi ni st r at i#d5The CoRmissipnernmoisFeance has directed the City Payment
Center to addhe tickets that were removed from the AIMS system back to the system.
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Reporting:

Finding # 167 Below, there is an excerpt from the General Ordinance establishing the PVB.

The Auditor was initially denied access to even a listing of files on the share drive of the PVB

which would have had a folder of any such reports if they do exist. After thial déraccess,

the Auditor was supplied with a spreadsheet of file names rather than a screen shot of folders

as reqguested. Such a screenshot could have pr
and Procedur eso or A AatveinegttigaRve method, heAuditdrs an al
looked at the minutes of Common Council meetings in September of the audited years. This
performance audit has not been able to find evidence of compliance with the reporting

requirement detailed in thiSrdinance.

The commissioner shall provide to the mayor and common council annually in September of each year,
commencing in 2004, a report summarizing the activities of the parking violations bureau for the prior
fiscal year, including but not limited to an overalladwation of the operation, number of tickets and

notices issued, hearings held, appeaguestedand revenue generated.

(Gen. Ord. No. 22003, 16-03; Gen. Ord. No. 2003, § 1, 421-03)

Recommendation# 16 1 The PVB should prepam@nnualreportsconcerning the above to the
Common Council each September for the immediately previous Fiscal Year. Such reports
should also show trends, referencing prior years to better inform the Common Council, the
Mayor, and the public.

Admi ni str at i#d&Whsle tie Admpinstratsoe believes thenaral reporting
requirement hadeen met during the PVB budget hearing, We will work to ensure PVB issues
annual reports ircompliance with the aboweferenced Ordinance.

Auditor & Response #6: The PVB budget hearing made no mentioowrpayments, nor how
they have increased in the past two years.

Summary:

This Performance Audis not an indictment of any person or persons. Rather, it seeks to

i mprove the processes, staffing allocations a
that the PVB is understaffed for its mission. Such a lack of staffing has led to aawreness of
significantproblems such as overpayments. Since there are not currently any staff who are

dedicated solely to the efforts of collections, #litord s 0 b s is that thesd effonts have

lagged, and the revenue statistics confirm this.

Someof the recommendations in this report involve other parties outside the PVB, such as the
addition of CSOs to both issue tickets and contribute to the booting effort. Others, like
registration suspension of scofflaws, involve what the Auditor believes@audistaffing in the

PVB should perform.

The PVB has the potential to significantly increase-texxrevenue, while improving the safety
and convenience of everyone who uses the City of Syracuse streets.
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APPENDIX:
Appendix A:
4
City of Syracuse
CITY CLERK'S OFFICE

I, JOHN P. COPANAS, City Clerk of the City of S
the attached is a true copy of an ORDINANCE:

Adopted by the Common Council on

Approved by the Mayor on

TOQ: -

Mayor

Assessment Commissioner
Aviation Commissioner

Dir.

Board of Elections

Bureau of Accounts -
Citizen Review Board

City Auditor

City School District

Code Enforcement

Community Development Comm.,
Community Services
Corporation Counsel
Development Director
Department of Engineering
Governor of New York State
New York State Senate

New York State Assembly

New York State Senator

New York State Assembly person

yracuse, New York do hereby certify that

January 6, 2003

January 9, 2003 _

Parks & Recreation Commissioner
Personnel & Labor Relations

Police Chief

Public Works Commissioner
Public Works/Bookkeeper
Purchase Department

Real Estate Division
Research Director

Water Department

Zoning Administration
United States Senator

United States Congressperson
Finance Commissioner
Finance/Treasury

Finance (Water Bureau)

Fire Chief

Grants Management Director
Onondaga County Legislature
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General Ordinance No. 1 2003

GENERAL ORDINANCE AMENDING THE
TRAFFIC CODE OF THE CITY OF SYRACUSE
TO ADD A NEW ARTICLE Il A ENTITLED
PARKING VIOLATIONS BUREAU AND TO
%IOAII)%‘) CERTAIN REVISIONS TO THE TRAFFIC

BE IT ORDAINED by the Common Council of the City of Syracuse that the Traffic
Code of the City of Syracuse, as amended, is hereby amended to add a new Article II A and to
revise certain provisions as provided here, as follows:
Chapter 15 Article II A Parking Violations Bureau
Sec. 15-32 A. Definitions.

VIOLATION -- The violation of any law, rule, regulation or ordinance providing for or
regulating the parking stopping or standing of a vehicle within the City of Syracuse,

Sec. 15-32 B. Terminology.

For the purposes of this Article, the term "Commissioner”, unless specifically designated
otherwise, shall refer to the Commissioner of Finance or his duly authorized deputy who is
charged with the specific responsibilities or duties referred to in this Article.

Sec. 15-32 C. Establishment of Parking Violations Bureau.

(1) There is hereby created an administrative tribunal as authorized by Chapter 628 of the
Laws of 2002 to be known as a " Parking Violations Burcau” to have jurisdiction of traffic
infractions which constitute a parking violation as herein defined. Such Parking Violations
Bureau shall hear and determine complaints of traffic infractions constituting parking,
standing or stopping violations with the functions, powers and duties herein stated.

(2) Officers and employees of Bureau.

A.  The head of such Parking Violations Bureau shall be the Director of Parking
Enforcement, who shall be appointed and serve at the pleasure of the City of Syracuse's
Commissioner of Finance, who has and possesses the authority of a Commissioner of Traffic
pursuant to § 236 of the Vehicle and Traffic Law of the State of New York. The Director may
exercise or delegate any of the functions, powers and duties conferred upon him/her or the

Bureau by the Commissioner to any officer or employee of the Bureau deemed qualified by the
Director.
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B.  The Commissioner of Finance may appoint such number of Deputy Directors as the
Mayor may deem necessary, but in no event to exceed four (4), who shall serve at the pleasure
of the Commissioner; and said Commissioner may employ such officers and employees as may
be required to perform the work of the Bureau, within the amounts available therefor in the City
Budget.

(3) Hearing Examiners.

A, The Commissioner of Finance shall appoint Supervising Hearing Examiners not to exceed
six (6) in number and Senior Hearing Examiners not to exceed six (6) in number who shall be
residents of the City. Every Supervising Hearing Examiner shall have been admitted to the
practice of law in the State of New York for at least seven (7) years and every Senior Hearing
Examiner for at least six (6) years and shall receive such remuneration as may be fixed by the
Mayor. The duties of each Supervising Hearing Examiner and Senior Hearing Examiner shall
include but not be limited to:

(1)  Presiding at hearings for the adjudication of charges of parking violations,
(2)  The supervision and administration of the work of the Bureau.
(3)  Membership on the Appeals Board of the Bureau, as here provided.

B. The Commissioner of Finance shall appoint Hearing Examiners who shall preside at
hearings for the adjudication of charges of parking violations. Hearing Examiners shall be
appointed and shall serve for such number of sessions as may be determined by the
Commissioner and shall receive therefor such remuneration as may be fixed by the Mayor.
Such Hearing Examiners shall not be considered employees of the City of Syracuse; and
every Hearing Examiner shall have been admitted to the practice of law in New York State
for at least five (5) years and shall be appointed from a list of eligible candidates who have
satisfied the standards established by a duly constituted committee of the Onondaga County
Bar Association. All such hearing Examiners shall have a minimum of two (2) years'
experience in the trial of issues in courts of record in the State of New York, exclusive of
special term, or four (4) years of quasi-judicial experience appearing before governmental
agencies, Such Hearing Examiners shall be bona fide residents of the City of Syracuse.

Sec. 15-32 D. Duties of the Parking Violations Bureau.

The Parking Violations Bureau shall have the following functions, powers and duties:

A. To accept pleas and to hear and determine charges of parking violations.

B. To provide for penalties other than imprisonment for parking violations in accordance
with a schedule of monetary fines and penalties; provided, however, that monetary penalties
shall not exceed the maximum amount allowed by the New York State Vehicle and Traffic
Law for each parking violation.

C: To adopt rules and regulations, not inconsistent with any applicable provision of law, to

carry out the purposes of Article 2-B of the Vehicle and Traffic Law of the State of New York,
including but not limited to rules and regulations prescribing the internal procedures and
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organization of the Bureau, the manner and time of entering pleas, the conduct of hearings and the
amount and manner of payment of penalties.

D. To issue subpoenas to compel the attendance of persons to give testimony at
hearings and to compel the production of relevant books, papers and other things.

E. To enter judgments and enforce them, without court proceedings, in the same
manner as the enforcement of money judgments in civil actions in any court of competent
jurisdiction or any other place provided for the entry of civil judgment within the State of
New York.

F. To compile and maintain complete and accurate records relating to all charges and
dispositions and to prepare complete and accurate transcripts of all hearings conducted by the
Bureau and to furnish such franscripts to the person charged at said person's own expense upon
timely request and upon said person complying with the regulations of the Bureau,

G. To answer within a reasonable period of time all relevant and reasonable inquiries made
by a person charged with a parking violation or their attorey concerning the notice of violation
served on that person. The Bureau must also furnish within a reasonable period of time to the
person charged, on his request and upon complying with the regulations of the Bureau, a copy of
the original notice of violation, including all information contazined thereon. Failure of the
Bureau to comply with the provisions of this subsection or any part of the provisions of this
subsection within forty-five (45) days of such inquiry, forwarded to the Bureau by certified or
registered mail, return receipt requested, will result, upon the request of the person charged, in
an automatic dismissal of all charges rclatmg to and only to that notice of violation to whlch the
inquiry was made.

H. To prepare and issue a notice of violation in blank to members of the Police
Department and to such other officers and employees as the Bureau by regulation shall
determine. The notice of violation or duplicate thercof, when filled in and sworn to or
affirmed by such designated officers or employees and served as provided in this Article, shall
constitute notice of the parking violation charged.

L It shall keep an casily accessible record of all the violations of which each person has
been guilty of during the current calendar year.

£ 2 If a violator of a parking rule or regulation does not appear in answer to a notice of
parking violation within fifteen (15) days of the date of the violation, the Parking Violations
Bureau shall send to the owner a second notice informing of the violation and warning him
that he will be held responsible, as more fully set forth in section 15-34 of Article T A herein,

K. If the owner or violator does not respond to such second notice of violation the Parking
Violations Bureau shall have a third notice mailed to the owner requiring him to appear and
answer to the charges against the owner or violator, as more fully set forth in section 15-34 of
Article IT A herein.

Lo If any person who has had a third notice of a parking violation mailed to his last
known address and fails to answer within the specified time, the Parking Violations Bureau
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may forthwith enter a default judgment and impound or immobilize said vehicle as more fully
set forth in section 15-34 of Article IT A herein.

M. The Bureau shall keep records and submit summarized monthly reports to the
Commissioner of Finance of all notices issued and all fines collected by the Parking
Violations Bureau, and of the final disposition or present status of every case of parking
violations.

The Bureau shall, when so directed by the Commissioner of Finance, prepare and submit such
additional certifications and notices as may from time to time be required to conform to the
provisions of the Vehicle and Traffic Law of the State of New York.

These reports shall be public information.

N.  Nothing in this ordinance shall authorize the Parking Violations Bureau to deprive a
person of his right to counsel or to prevent him from exercising his right to answer, explain or
defend any charge of a violation of any parking violation, ordinance, rule and regulation.

0. The Bureau shall perform such other or additional duties and keep such other and
additional records as shall be prescribed by the Commissioner of Finance.

P, The Bureau shall keep and file a daily disposition report with the Commissioner of
Finance, The daily disposition report shall indicate all monies collected from whatever
source, all receipts issued, as well as all bank deposits made.

Q. The Commissioner shall provide to the Mayor and Common Council annually in
September of each year, commencing in 2004, a report summarizing the activities of the
Parking Violations Bureau for the prior fiscal year, including but not limited to an overall
evaluation of the operation, number of tickets and notices issued, hearings held, appeals
requested and revenue generated,

See, 15-32 E. Notice of violation

A, The notice of violation shall contain information advising the person charged of the
manner and the time in which he may plead ecither guilty or not guilty to the violation alleged in
the notice. Such notice of violation shall also contain a warning to advise the person charged that
failure to plead in the manner and time provided shall be deemed an admission of liability and
that a default judgment may be entered thereon. The Director shall prescribe the form and
wording of the notice of violation. A duplicate of each notice of violation shall be served on the
person charged in the manner hereinafter provided. The original or a facsimile thereof shall be
filed and retained by the Bureau and shall be deemed a record kept in the ordinary course of
business and shall be prima facie evidence of the facts contained therein.

B. A notice of violation shall be served personally upon the operator of a motor vehicle who
is present at the time of service, and his name and address, together with the plate designation
and the plate type as shown by the registration plates of said vehicle and the expiration date, the
make or model and the body type of said vehicle; a description of the charged violation,

including but not limited to a reference of the applicable traffic rule or provision of this chapter;
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